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Abstract              
The aim of this study is to propose a framework and state 
propositions to be tested empirically in future studies. 
The researcher reviewed scholarly articles on the 
variables with the aim of stating propositions that are in 
agreement with theoretical perspectives.  
Drawing from social exchange theory, this study 
proposed that there would be a positive relationship 
between human resource management practices (HR 
practices) such as employee training and development, 
career advancement, compensation practices and work 
engagement. Further, a positive relationship between 
feelings of job satisfaction and employee work 
engagement is predicted. This study recommends that 
management of organizations and human resource 
practitioners need to pay adequate attention to HR 
practices and job satisfaction as such could be used as 
tools to enhance work engagement. In conclusion, this 
paper extends research on work engagement by 
proposing a model which has the tendency to create a 
positive, fulfilling, work-related state of mind that is 
characterized by vigor, dedication, and absorption. 
However, there is need for empirical studies to test the 
proposed relationships.             
Keywords: Compensation practice, career 
advancement, employee training and development, 
job satisfaction, and work engagement. 
Introduction 
Modern organizations pay less attention to 
traditional control systems and cost-cutting through 
downsizing and redesigning of business processes. 
In its place, organizations now focus on effective 
management of human capital to enhance 
workforce efficiency. Hence, modern organizations 
are increasingly investing in conditions that could 
develop employees to be proactive with high level 
of initiative, collaborate smoothly with others, take 
responsibility for professional development and 
exhibit commitment to quality performance 
(Bakker & Schaufeli, 2008). In the view of the 
researcher, organizations need employees who are 
energetic, self-confident, enthusiastic, and 
passionate about their work. Hence, modern 
organizations need engaged workforce. 
 
Kahn (1990) defined work engagement as the 
harnessing of organizational members’ selves to 
their work roles. Further, Kahn stated that 
engagement must come from the people employed 
and able to express themselves physically, 
cognitively, and emotionally to perform any given 
task voluntarily. In recent time, Shuck and Wollard 
(2010) described work engagement to include 
emotional, social, and physical aspect of human 
beings involved in their daily work experience. 
According to a report by the State of the Global 
Workplace covering 142 countries (Gallup, 2013), 
only 13% of employees around the world are 
actively engaged in their jobs while 63% are not 
engaged. Although a sizeable number of employees 
are engaged in advanced countries such as Canada, 
Australia, United States of America, New Zealand, 
and other few countries, majority of employees in 
the Middle East, Asia, and Africa are not engaged 
in their workplace (Gallup, 2013). Overall 
engagement level among employees is low in 
Africa. Hence, there is a need to carry out more 
studies to fully understand the rationale for weak 
work engagement in Africa.  
In Nigeria, work engagement is generally low. 
Hence, the need to review the state of employee 
engagement with special attention focused on 
medical practitioners in Nigerian public healthcare 
facilities. In reality, many medical practitioners in 
Nigerian government-owned facilities are not fully 
engaged in their work, probably due to low level of 
job satisfaction caused by inadequate working 
tools, poor remuneration when compared with their 
counterparts in overseas countries, poor working 
conditions and defects in human resource practices. 
It is possible to see medical practitioners paying 
less attention to a dying patient in government 
hospitals. Meanwhile, such scenario may not arise 
in a private medical centre.   
Existing literature on work engagement were 
conducted in telecommunication sector (van 
Doornen, Houtveen, Langelaan, Bakker, van 
Rhenen & Schaufeli, 2009), hotels (Burke, 
Koyncu, Jing & Fiksenbaum, 2009; Slatten & 
Mehmetoglu, 2011), insurance sub-sector 
(Schaufeli & Bakker, 2004; Xu & Thomas, 2011), 
banking (Hassan & Ahmed, 2011), and education 
(Adekola, 2011; Hakanen, Bakker, & Schaufeli, 
2006; Salmela-Aro, Tolvanen, & Nurmi, 2009). 
However, not much scholarly attention has been 
given to work engagement among medical 
practitioners in Nigerian tertiary medical facilities. 
The findings of the few studies which were 
undertaken in health sector in other countries 
cannot be applied in Nigeria due to cultural 
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differences and level of development (Weigl, 
Hornung, Parker, Petru, Glaser & Angerer, 2010). 
 
The essence of this study is to propose a model that 
may enhance ability of government medical centres 
to compete and survive in a turbulent operating 
environment. In line with this statement, Schaufeli 
and Salanova (2007) had earlier stated that to 
survive and successfully compete in the rapidly 
changing and turbulent work environment, 
organizations need to develop and retain employees 
who are highly motivated and are willing to go 
extra mile to achieve organizational goals and 
objectives. 
 
LITERATURE REVIEW 
Employee work engagement     
Recently, there is a growing interest in work 
engagement (Aggarwal et al., 2007), with different 
scholars using different terms to describe 
engagement. For instance, Kahn (1990) use the 
term job engagement, while Agarwal, Datta, Blake-
Beard, and Bhargava (2012) and Schaufeli et al., 
(2002) chose work engagement. On the other hand, 
Anitha (2014) and Harter, Schmidt, and Hayes, 
(2002) preferred the term employee engagement. 
Although different scholars used different terms to 
conceptualize engagement, in reality the concept of 
engagement is still same as it involves how 
energetic, enthusiastic, and emotionally attached an 
individual is to his work and towards completing 
the task given successfully (Bakker & Demerouti, 
2008). Thus, this study chose the term work 
engagement as it is the most commonly used 
(Schaufeli, Martinez, Pinto, Salanova, & Bakker, 
2002).            
 
Most of the firms believed that engagement is one 
of the competitive advantage tool and thus, it has 
been shown to its ability to solve complicating firm 
problems like the ability to increase the employee’s 
work performance and productivity even in 
financial deficit (Macey & -Schneider, 2008; 
Macey et al., 2009). Additionally, Schaufeli et al. 
(2002) characterized work engagement with three 
dimensions; vigor, dedication and absorption. 
Vigor refers to “a high level of energy, exhibiting 
mental resilience and high investment of effort” 
while working dedication refers to “feeling 
strongly involved in one’s work and experiencing a 
sense of importance, enthusiasm towards their job” 
and absorption refer to “being fully concentrated 
on, easy and happily engrossed in one’s work” 
(Schaufeli et al., 2002). In other word, engaged 
individuals possess high level of energy and have 
enthusiastic feelings towards their work. 
 
According to May, Gilson, and Harter (2004), work 
engagement consists of physical, emotional, and 
cognitive components. The physical component is 
the energy used to perform the job, the emotional 
component is putting one’s heart into one’s job 
while the cognitive component is described as 
being absorbed in a job so much that everything 
else is forgotten. 
 
For the sake of the present study, work engagement 
is conceptualized in agreement with Schaufeli, 
Salanova, Gonzalellez-Roma and Bakker (2002, 
p.74), which defined work engagement as a 
“positive, fulfilling, work-related state of mind that 
is characterized by vigor, dedication and 
absorption”.   
THEORETICAL FRAMEWORK 
Social exchange theory 
Exchange theorists suggest that human interactions 
are characterized by social economics, where 
people are concerned about the inputs they invest 
in relationships and the outcomes they receive from 
these relationships (Blau, 1964; Homans, 1961). 
Blau' s perspective is more economic. He argued 
that social interaction depends much on the 
anticipated reward. In other words, the next move 
one makes in enhancing (or degrading) the social 
relationship depends on what reward is likely to be 
received. In this manner, Blau argued that people 
learn to view and value the social relationships 
more and decide whether the social interaction 
should be maintained or otherwise. In the official 
settings, the rewards could take the forms of 
training and development, compensation packages, 
career advancement, job security, accelerated 
promotion and more. It is the value of the rewards 
that determine people's behaviour and responses 
toward the social relationship, which means that 
social relationships are governed by the norms of 
reciprocity (Gouldner, 1960). That is, people 
should return benefits given to them in a 
relationship. 
 
In the present study, the researcher is of the view 
that the manner in which management of 
organizations undertake human resource 
management practices such as employee training 
and development, career advancement/promotion, 
compensation packages, and job security may 
determine whether employees will be engaged or 
not. For instance, norm of reciprocity explains that 
if employees undergo adequate training and 
development in a timely manner, get timely 
promotions/career advancement, and receive 
impressive compensation packs as at when due; all 
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things being equal, such employees may be 
positively engaged in their workplace.   
 
Human resource management practices 
According to Armstrong and Taylor (2014), human 
resource management (HRM) can be defined as a 
strategic, integrated and coherent approach to the 
employment, development and well-being of the 
people working in organizations. It was defined by 
Boxall and Purcell (2003) as all those activities 
associated with the management of employment 
relationships in the firm. A later comprehensive 
definition was offered by Watson (2010) as the 
managerial utilisation of the efforts, knowledge, 
capabilities and committed behaviours which 
people contribute to an authoritatively co-ordinated 
human enterprise as part of an employment 
exchange (or more temporary contractual 
arrangement) to carry out work tasks in a way 
which enables the enterprise to continue into the 
future. In addition, Storey (1995) described HRM 
as an approach to people management that 
considers employees as valuable assets and impacts 
the organisation. HR involves several interrelated 
activities comprising of acquiring, developing, 
managing, motivating, compensating and gaining 
commitment from the organisation's employees. 
Furthermore, the researcher views HR as a new 
approach of managing people in which autonomy, 
trust, flexibility, openness, and transparency are put 
in place to ensure that employees are actively 
committed and engaged toward meeting the 
organizational goals and objectives. 
Human resource management undertakes series of 
activities in the organizations. Such                    
interrelated activities are referred to as HR 
practices (Dyer & Reeves, 1995). On his part, 
Huselid (1995) considers HR practices as high 
performance work practices such as compensation, 
training and development, employee participation, 
selectivity, career advancement, job security, and 
flexible work arrangement. More so, researchers 
like Delery and Shaw (2001) stated that HR 
practices increase employee's knowledge, skills, 
and abilities (KSAs) and empower employees to be 
more motivated and satisfied. 
 
In the present study, human resource management 
is conceptualized as the strategic management of 
people for the attainment of organizational goals 
and well-being of the greatest assets of the 
organization (the workforce). Further, bearing in 
mind that different authors have identified diverse 
HR practices, the present study focused on three 
key HR practices namely; employee training and 
development, career advancement and 
compensation practices because these HR practices 
are considered as having direct impact on medical 
practitioners in Nigerian public health facilities. 
Next is the review of the relationship between HR 
practices and work engagement.     
 
Relationship between human resource practices 
and employee work engagement 
According to Wright and Kehoe (2008), there 
exists three categories of HR practices. The first 
category improves the knowledge, skills, and 
abilities of employees. The HR practices in this 
category include recruitment, training, selection, 
socialization, and any other HR practices meant to 
enhance the workplace competencies of the 
employees. The second category of HR practices is 
meant to provide opportunities to employees to 
participate in substantive decision-making 
regarding work and organizational outcomes. Such 
practices are quality circles, suggestion systems, 
granting discretion and authority on the job, 
information sharing about the service or production 
process, and opportunities to communicate with 
employees and managers (Pfeffer, 1998; Youndt, 
Snell, Dean, & Lepak, 1996).  
The third set of HR practices is meant to 
discourage employees from engaging in negative or 
counterproductive behaviour at work such as theft, 
sabotage, and absenteeism. Further, HR practices 
that have motivational function include incentive 
pay plans, performance bonuses, performance 
management system. performance appraisal, and 
internal promotion policies (Delery & Shaw, 2001; 
Pfeifer, 2010; Alnaqbi, 2011). Furthermore, 
employment security, flexible work schedules, 
procedures for airing grievances, and high overall 
compensation can also increase motivation by 
increasing employee commitment, reduce 
absenteeism and reduce employee turnover 
(Pfeifer, 2010; Alnaqbi, 2011). 
Similarly, HR practice bundles tend to yield 
sustainable performance outcomes. For example, 
Dyer and Reeves (1995) suggested that 
performance is likely to be maximized when 
several reinforcing practices such as rigorous 
selection mechanisms and monetary and non-
monetary rewards increase employee motivation 
and competencies. 
Empirically, past scholarly efforts demonstrated a 
significant contribution of HR practices on 
behavioural outcomes such as job satisfaction 
(Absar, Azim, Balasundaram, & Akhter, 2010; 
Javed, Rafiq. Ahmed, & Khan, 2012), 
organisational commitment (Gould-Williams. 
2003), organisational citizenship behaviour 
(Wright. Gardner, & Moynihan, 2012) and work 
engagement (Goyal & Shrivastava, 2012). For 
instance, Tessema and Soeters (2006) revealed that 
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selection, training and compensation are among the 
most significant HR factors that impact employee 
performance among civil servants in Eritrea. In a 
related study, Edgar and Geare (2005) surveyed 
626 employees from 40 organizations in New 
Zealand. The study found that HR practices were 
associated with various employee attitudes such as 
job satisfaction, work engagement, organizational 
commitment. and organizational fairness.  
 
More so, Gould-Williams (2003) studied the 
impact of HR practices on behavioural outcomes 
such as workplace trust, job satisfaction, 
commitment, engagement, and perceived 
organizational performance in the United 
Kingdom. The study demonstrated that HR 
practices positively relate to job satisfaction. The 
study further found that job satisfaction is 
positively related to effort, intention to remain in 
the organization, and organizational performance. 
 
In a related study, Khera (2010) studied the effect 
of HR practices such as recruitment and selection, 
motivation, reward system, training and 
development, career planning, employee 
participation, and compensation practices on 
employee performance in India's commercial 
banks. The results indicated that a positive and 
significant relationship exists between human 
resource practices and employee productivity. 
 
Practically, an employee who feels that an 
organization is concerned with his compensation, 
timely promotion and career advancement, training 
and development, and overall welfare is likely to 
reciprocate with greater commitment and exhibit 
high level of engagement.  
 
Theoretically, social exchange theory (Blau, 1964) 
lends further support to the fact that reciprocal 
relationship exists between an employer and 
employee. This implies that, the treatment, actual 
or perceived rewards/incentives (e.g. compensation 
package, career advancement, 
training/development programmes attended and so 
on) received by the employees will determine their 
(employees’) behaviours towards the organization.  
 
Proposition 1: Employee training and development 
will be positively related to 
work engagement. 
Proposition 2: Career advancement is positively 
related to work engagement. 
Proposition 3: Competitive compensation package 
may be positively related to 
work engagement. 
 
Job satisfaction and employee work engagement 
Job satisfaction relates to how people feel about 
their jobs, a feeling of pleasurable or positive 
emotional state that one derives from his job 
experience (Rad & Yarmohammadin, 2006). Job 
satisfaction impacts organizational outcomes such 
as turnover, absenteeism, organizational 
commitment, employee engagement and job 
performance (Ismail & Mamat, 2013). Job 
satisfaction is important because it affects the 
health, mental health, and social functioning of 
workers as well as the effectiveness and efficiency 
of the organizations (Ismail & Mamat, 2013).  
Employees who are engaged to their work exhibit 
vigor, dedication and absorption and such 
employees will perform well even in any difficult 
situation. However, dis-engaged employees feel 
unease with their work due to loss of sense of 
engagement. Possibly, engaged employee may feel 
positive when they perform their work, thus they 
are willing to contribute to intellectual effort, 
portray positive emotions and bring meaningful 
connections to each other (Alfes et al., 2010; Alfes, 
Shantz, & Truss, 2012; Welch, 2011). 
 
Further, feelings of job satisfaction may lead to 
high levels of work engagement, which may lead to 
greater commitment, lower absenteeism, reduced 
quit rates, improved health and well-being, and 
better in-role and extra-role performance. Thus, it 
is reasonable to suggest that an engaged employee 
is likely to make a significant contribution to the 
bottom line of organizations.  
 
Empirically, studies have indicated that employees 
who feel satisfied with their jobs may also feel 
more committed to their organizations. Hence, such 
employees may not leave the organization 
(Schaufeli & Salanova, 2007; Shuck & Wollard, 
2010; Anitha, 2013). More so, engaged employees 
may feel positive when they perform their work. 
Hence, such employees may be willing to 
contribute to intellectual effort, portray positive 
emotions and bring meaningful connections to the 
workplace (Alfes, Truss, Soane, Rees, & Gatenby, 
2010). 
 
Theoretically, social exchange theory explains that 
when employees experience positive feelings 
toward the intrinsic and extrinsic 
rewards/incentives and HR practices, such positive 
feelings may lead to a feeling of job satisfaction. In 
the views of the researcher, a satisfied employee 
may also become engaged at work. On the bases of 
the foregoing theoretical and empirical 
perspectives, the researcher proposes thus:      
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Proposition 4: Job satisfaction is positively related 
to work engagement. 
 
Method 
This study is conceptual in nature. Hence, the 
researcher explored electronic databases such as 
Google scholar, EBSCOhost, Emerald management 
plus and other related databases for scholarly 
articles on the variables with the aim of raising 
propositions in line with theoretical perspectives.  
Research framework 
Social exchange theory and past empirical studies 
agreed with the proposed conceptual framework. 
Specifically, social exchange theory explains the 
positive relationship between human resource 
management practices, job satisfaction, and work 
engagement. Further, it is the value of the rewards 
that determine people's behaviour and responses in 
any social relationship. In other words, social 
relations are governed by the norms of reciprocity 
(Gouldner, 1960), which simply states that people 
should return benefits given to them in a 
relationship. Figure 1.1 presents the conceptual 
framework.
 
 
 
 
 
 
 
 
 
 
 
 
Figure 1. 
Conceptual framework 
 
Conclusion 
This study has proposed a framework guided by 
social exchange theory (Blau, 1964) and norm of 
reciprocity (Gouldner, 1960) with the aim of 
encouraging work engagement among medical 
practitioners in Nigerian public health institutions. 
More so, management of public tertiary health 
institutions are encouraged to adopt best practices 
regarding human resource-related issues to make 
medical practitioners in their domains engaged. 
Further, for maximum productivity, lower 
employee turnover, reduced absenteeism, reduced 
industrial hazards, and effective service delivery 
among health practitioners, management of public 
health facilities need to do everything possible to 
create a work environment that offers feelings of 
job satisfaction to medical practitioners in public 
health establishments. Lastly, the researcher is 
optimistic that future researchers will test the 
proposed model empirically. 
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